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REPORT OF THE CHAIR OF THE WORKING GROUP ON THE REVIEW OF OAS PROGRAM (CAAP/GT/RVPP)
1. The instalment of the CAAP/GT/RVPP was preceded by a discussion, extending from September 2008 to March 2009, on the methodology that the working group should follow. Two approaches where contemplated by the delegates. 

2. The first one, which had been followed in previous attempts over the last 20 years in attempting to address the review and ordering of the OAS priorities, was to have a general discussion between members on a possible common vision of the OAS priorities, allowing to develop an ordering of priorities and making choices on which ones should be pursued, within the existing financial availabilities, or, alternatively, which ones would trigger and increased in assessed contributions.  Discussions, as in the past, rapidly showed that, although all Members agreed on the general concept of the need for a more focus OEA, ordering of its priorities and the need to properly fund theses, there was no consensus on which order individual activities should be prioritized and how to translate these general views in specific decisions.

3. As the “top down” approach, Members opted for a different approach where themes of discussion would be identified, and then discussions would be pursued on these themes until delegates arrived to common views. This would be followed by a recommendation to the Secretary General or a draft resolution to be presented to the Permanent Council for a decision followed by its implementation.  This approach would “build from the bottom” the common vision of the review of OAS programs, progressively determining and ordering the priorities as well as providing Members with the technical tools to take the needed strategic decisions.  This approach recognised that in a consensus based organization such as the OAS, transformation can only occur by ensuring that all Members agree on the change proposals and feel ownership of the decision making process.

4. The general OAS Program Review process of the CAAP proposed a set of work packages that could be executed simultaneously over a period of time, with the purpose of providing the Permanent Council and the General Assembly with a series of recommendations.  The end result would be a long term financially sustainable Organization with improved performance in support of clearly defined member state driven priorities. On March 26, 2009, the Committee on Administrative and Budgetary Affairs (CAAP) approved the Work Plan of the Committee on Administrative and Budgetary Affairs for OAS Program Review (document CP/CAAP-2988/09 rev. 3). 

5. At its meeting of August 11, 2009, the CAAP created the Working Group on the Review of OAS Programs with a view to establishing a process in the medium term for reviewing the program-budgets for 2011 and beyond and for satisfying member states’ requests to have a results-oriented budget. The tasks of this working group is to implement the Work Plan of the Committee on Administrative and Budgetary Affairs for OAS Program Review (document CP/CAAP-2988/09 rev. 3) approved by CAAP

6. The four work packages are  as follows: : 

Work Package 1:  Determination of priorities. Definition, Distinction, and Review by the CAAP of existing OAS mandates
Objective: The purpose of the distinction and review of existing OAS mandates is to compile all the mandates currently being implemented by the OAS General Secretariat and to submit them to a prioritization exercise in order to update them and identify possible cost savings in the Regular Fund budget

Work Package 2: Review of General Assembly Resolutions
Objective: The purpose of the General Assembly resolution process review is to establish a formal and defined linkage between the annual formulation and adoption of resolutions by the General Assembly and the budget and funding process of the OAS. The results will be a clear definition of the expected outcome for each resolution adopted at the annual session of the General Assembly, a clear assessment of the cost of implementing the resolution, its formal incorporation into the budget process and a clear identification of the funding source. The OAS would therefore obtain a solid control on mandate generation and limit mandate proliferation and resulting budgetary pressure.

Work Package 3: Reengineering options for the OAS
Objective: The purpose of the reengineering options for the OAS is to analyze the possibility of restructuring some of the activities of the Organization in order to improve performance and contain costs. Activities would be regrouped around some broad themes and analyses in a cooperative way between the General Secretariat and the member states, with a view to identifying "out of the box" ways of improving the Organization’s management practices. Some themes were initially proposed by member and new ones where added over the years, now amounting to some 48 suggested topics: 

1. Budget cycle and budget process

2. Activity duplication within OAS

3. Activity duplication between the OAS and other inter-American system organizations

4. Activity duplication between the OAS and other multilateral organizations

5. Quotas process

6. Voluntary contribution generation and management

7. Management of the Organization’s meetings 

8. Reengineering and streamlining of Human Resource Management 

9. Offices of the General Secretariat in the member states 

10. Financing of the budget of the Regular Fund 

11. Subsidies of the Regular Fund 

12. Review of the budget cycle 

13. Funding of the inter-American human rights system 

14. Report, strategies and plan presentation

15. Annual Budget cycle

16. Implementation of the recommendations from the Board of Auditors 

17. End of fiscal year report on the use Regular Budget financial resources

18. Use of Quarterly administrative and financial management reports

19. Indirect cost recovery policy

20. Reporting on fundraising efforts

21. Fundraising strategy

22. Prompt payment discount policy

23. Revision of the assessment percentage scale

24. Report on results achieved

25. Implementation of an integrated planning process

26. Program evaluation 

27. Results based budgeting

28. Alignment process

29. Comprehensive human resource management plan

30. Human resource management policies

31. Code of value and ethics

32. Trust appointment policy

33. Review of the General Standards

34. Streamlining and improvements in management, oversight and internal control of the Offices of the General Secretariat

35.  Status of the Inspector General

36. Coordination mechanism with the National Offices

37. Operational planning and results reporting for National Offices

38. Improvement of Scholarship and Training programs 

39. New funding mechanism for Scholarship

40. Reporting on travel policy

41. Work plan process for the Inspector General

42. Improvement of Conference and meeting management

43. Improvement of the Budget preparation process

44. Adoption and use of auditing reports 

45. Multi-year budget planning process

46. Management practices of specific funds

47. Review of Inter American Defence Board funding

48. Streamlining OAS activities and mandates with other multilateral organisation’s activities and mandates to reduce duplication

Work Package 4: Austerity measures
Objective: The purpose of the austerity measures is to request that the General Secretariat produce regular information on savings and budget efficiency.

7. Following are the main decisions emerging from the Working Group:

Work Package 1:  Determination of priorities. Definition, Distinction, and Review by the CAAP of existing OAS mandates. When the Working Group started its activities under this Work Package, the delegates realised that we did not have a list of all the decisions the Secretariat was trying to implement. As a first, fundamental, step, the Secretariat, under the guidance of the WG, produced a compendium of all current mandates of the Organization. In a nutshell, mandates where defines as Members decisions to ask the Secretariat do something or activities deriving from the OAS fundamental documents such as the OAS Charter. This compendium structured of information at three levels: pillar, sub pillar and group of mandates. This is an immense forensic work as more than 1800 actives mandates emerged from this compilation. This work is still on going as we are now deepening the understanding of the mandate structure by analysing the funding sources of the individual mandates and determining which mandate are currently unfunded. The work will be pursued by identifying repetitive mandates and out of date mandates, with a view of whittling down and consolidating the number of mandates. This will give the members a tool to assess the opportunity cost of mandates and arriving at priority setting and priority ordering decision.  The Working Group noticed early in the process that, although there had been an extensive discussion of country priorities, there had never been an effort to express  these priorities in a systematic way, as to give an objective snapshot of where the members priorities. The Working Group thus produced a survey of mandate priorities by Members based on the 35 sub pillars of mandate compendium. After more than a year in process, the survey was finally answered by 31 members, which now gives us a clear snapshot of the member view of the OAS. 

Work Package 2, Review of General Assembly Mandates. The Working Group concentrated its efforts between January and March 2011 on two fundamental issues:

1. The Costing Process for Resolutions, which took nearly two years of comprehensive debates and resulted in a substantial progress through Resolution CP/RES.983 (1797/11) “Amendment of Resolution CP/RES. 965 (1733/09) on the costing process for resolutions to be referred to the General Assembly for consideration”..  The idea is to achieve a clear definition of the expected outcome for each resolution adopted at the annual session of the General Assembly, a clear assessment of the cost of implementing the resolution, its formal incorporation into the budget process, and a clear identification of the funding source. The OAS will therefore be able to exercise solid control on mandate generation and limit mandate proliferation and resulting budgetary pressure. 

2. Update current services and needs of the Department of Conferences and Meetings Management. The Working Group prepared a draft resolution which was adopted at the March 29 meeting of the Committee, which referred it to the Permanent Council for consideration as document CP/CAAP-3095/11 rev. 2 “Update of costs of conferences and meetings funded by the OAS” and adopted as CP/RES. 982 (1797/11). 

Work Package 3: Reengineering options for the OAS. The Working Group has discussed all the 48 listed topics in varying depth. Notably, in 2010, an extended discussion of the following topics was undertaken the Working Group:

1. Financing of the Regular Fund budget

2. Revision of the budgeting cycle (biennial/triennial)

3. Management of real property 

4. Human resource management

5. Financing of the inter-American human rights system 

6. Scholarships program

7. Subsidies to the Inter-American Defense Board and the Pan American Development Fund

8. Management of Offices of the General Secretariat in the member states

9. The costing process for resolutions.

10. Internal management: proposals, options, and discussions about conference and translation services.

11. Report to define the priorities for action by the member states.

12. Indirect cost recovery policy.

13. Sources of financing for the activities of the Organization.

14. Cash flow of the Organization.

15. Re-evaluation of the prompt payment discount policy.

16. Revision of the scale of quota assessments.

17. Comprehensive human resources management plan.

18. Hiring mechanisms.AS meetings by the Secretariat

Although these extended debates did not all directly yield specific decisions on each issues as members could not reach consensus, the debated allowed a better understanding of the issues involves and their complexity. The debates nevertheless feed into the annual Budget-Program discussions and an important number of topics discussed, notably the ones related to Human Resources management and policies and Trust Positions, prompt payment rebate, code of values and ethics, implementation of the Board of External Auditors recommendations, Indirect Cost Recovery policy, Fundraising Strategy,  Strategic planning and evaluation, review of the general Standards, Office of the General Secretariat in Member States, Scholarship Programs or structured budget preparation processes , where reflected in decisions incorporated in the 2010, 2011 and 2012 Program Budget Resolutions. Others topics eventually generated resolutions that were approved, such as  “Austerity measures: Use of Videoconference and Other Communication Technologies,” [AG/RES. 2439 (XXXIX-O/09)]) which recognizes the necessity to seek alternative means of the most efficient use of the resources of the Organization; “Use of unobligated unprogrammed balances of specific funds, established by Member States, to cover Regular Fund shortfalls” [CP/RES. 987 (1814/11)] and “Transfer of funds between chapters of the Program-Budget for 2011” [CP/RES. 990 (1819/11)] these two resolutions were approved by the Permanent Council to give options to the Secretariat in regards to the Cash Flow Crisis. However, more needs to be done, and the Working Group is considering the following draft resolution “Financing Authorization to the General Secretariat” (document CAAP/GT/RVPP/120-11 rev. 1).  Others are in the last stages of consideration by members, such as the “Indirect Cost Recovery (Document CP/CAAP-3119/11 rev.1), and the “Reporting and Work plan of the Inspector General” (document CP/CAAP-3118/11 rev. 2) 
Work Package 4: Austerity measures.  Austerity measures involving continuing implementation by the General Secretariat of measures to increase the efficiency of the Organization’s work where analysed by the Working Group. In that connection, the General Secretariat now presents to the CAAP a quarterly report on the efforts made to contain spending, on process improvements, and on savings and prudent use of resources assigned for its operations and those of its dependencies, as well as those appropriated for fulfillment of assigned responsibilities.

8. From April 2009 to November 2011, the CAAP/GT/RVPP has met practically every second week. Significant results were obtained, notably in the evolution of the debating approach within the Working Group which now focuses on the applicability of the possible options for decision on the several themes raised in the Working Group meetings, as opposed to debating the theoretical merit of each issue. However, one must underline the time spent in debates did not always produce consensus, notably when reengineering options where considered. The Working Group considered, at one point or another, the 48 reengineering themes, brought forward a limited number of specific Resolutions to the Permanent Council. This illustrates the complexity of building effective, action oriented consensus within the OAS, and the remarkable resistance to change this generates when contemplating a review or reconsideration of any past decision or practice.  
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